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Port  of  San  Francisco 

Summary 

•  The  Port  is  prevented  from  transferring  surplus  moneys  to  the  City's  General  Fund  by 

the  Burton  Act  and  the  Public  Resources  Code  of  the  State  of  California 

•  Net  income  of  the  Port  averaged  $1.8  million  annually  1987  to  1991  on  average 

annual  total  revenues  of  $35.1  million 

•  Personnel  costs  required  34.7% ,  debt  service  29.0%  and  payments  to  other  City 

departments  10.5%  (total,  74.2%)  of  average  annual  total  revenues  1987/91 

•  Expenses  grew  14.9%  1987  to  1991  vs.  12.5%  for  revenues 

•  The  Port  had  only  a  2.7%  marketshare  of  both  total  West  Coast  liner  import  and 

export  tonnage  in  1990  vs.  2.4%  and  2.6%,  respectively,  in  1989 

i 

•  Commercial  property  rental  accounted  for  57%  of  total  revenues  in  1991  while 

maritime  related  activity  brought  in  only  39.3% 

•  Proposition  H  passed  in  November  1990  prohibits  new  commercial  development  of 

any  non-maritime  land  use  pending  preparation  of  a  Waterfront  Land  Use  Plan 
and  specifically  precludes  hotel  construction  as  an  unacceptable  non-maritime 
land  use 


Concerns 

•  Is  the  Port  a  viable  maritime  operation  given  its  physical  limitations,  environmental 

restrictions  and  competitive  forces? 

•  Are  projected  capital  improvements  for  infrastructure  and  replacement  of  outmoded 

or  non-existent  accounting  and  management  information  systems  economically 
justifiable? 

Policy  Options 

•  Consider  repeal  of  Proposition  H  to  permit  waterfront  commercial  development  on 

leased  land  thereby  providing  possessory  interest  taxes  to  the  General  Fund 

•  Explore  privatization  of  certain  Port  functions,  i.e.  commercial  real  estate 

management 

•  Consider  transfer  of  duplicative  Port  functions  such  as  accounting  and  billing  to  the 

Airport 

Caveat 

A  condition  of  the  transfer  of  the  Port  to  the  City  by  the  State  pursuant  to  the  Burton 
Act  in  1969  was  the  stipulation  that  all  revenues  of  the  Port  surplus  to  operation  and 
maintenance  expenses  be  expended  for  the  construction  or  improvement  of  facilities  in 
furtherance  of  the  promotion  and  accommodation  of  navigation  and  commerce  activities  of 
the  Port,  or  for  debt  service  on  bonds  issued  for  such  purposes.  Furthermore,  revenues  may 
be  expended  only  for  purposes  of  State,  as  distinguished  from  purely  local  or  private, 
interest  and  benefit,  in  fulfillment  of  the  uses  and  purposes  of  the  Burton  Act.  Accordingly, 
none  of  the  Port's  net  income  is  available  to  defray  the  costs  of  City  government  or  for 
General  Fund  support.  A  similar  prohibition  exists  in  the  Public  Resources  Code  (Section 
6306(b). 
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Port  of  San  Francisco 

Revenues  and  Expenditures 
Trends 

Audited  operating  revenues  of  the  Port  have  fluctuated  within  a  narrow  range  over  the 
past  five  years,  from  $29.5  million  in  1986/87  to  $33.1  million  in  1990/91  and  have  grown  at 
an  average  rate  of  about  3%  per  year.  Maritime  activity  and  related  property  rentals  have 
contributed  only  37.1%  of  operating  revenues  while  commercial  property  rentals  have 
contributed  57.6%.  Total  income,  operating  revenues  plus  interest  income,  has  ranged  from 
$33.9  million  in  1989/90  to  $36.7  million  in  1990/91. 


Property  rentals  -  commercial 
Property  rentals  -  maritime 
Wharfage,  dockage  &  demurrage 
Commercial  power 
Other 

Total  Operating  Revenues 

Audited  operating  expenses  have  also  fluctuated  within  a  narrow  range  with  a  low  of 
$25.4  million  in  1988/89,  a  high  of  $31.4  million  in  1990/91  and  an  average  of  $27.5  million 
over  the  five-year  period.  Direct  and  indirect  personnel  costs  account  for  the  largest  item  of 
expenses,  approximately  37%,  and  while  staffing  has  decreased  from  250  to  234  persons 
during  the  period,  actual  personnel-related  costs  on  a  cash  basis  have  increased  28.7%,  from 
$10.8  million  in  1986/87  to  $13.9  million  in  1990/91. 


Operating  Revenues 

($  in  000) 

1986/87       1987/88 

1988/89 

1989/90 

1990/91 

16,607          17,358 

17,980 

16,910 

18,880 

4,929           4,507 

4.372 

4,793 

6,018 

5,670           6,264 

6,427 

6,676 

6,983 

923            1,023 

856 

869 

992 

1.328               593 

897 

362 

251 

29,457          29,745 

30,532 

29,610 

33,124 

Operating 

Expenses 

($in( 

)00) 

1986/87 

1987/88 

1988/89 

1989/90 

1990/91 

11,030 

10,239 

9,538 

10,793 

11,574 

10,472 

9,806 

9,662 

10,137 

12,574 

4,129 

3,829 

4,530 

4,877 

5,114 

733 

813 

644 

695 

794 

920 

904 

997 

1.309 

1,295 

Operations 
Maintenance 
Depreciation 
Commercial  power 
Fire  boat  operations 

Total  Operating  Expenses  27,284         25,591  25,371  27,811  31,351 

Subtracting  operating  expenses  from  operating  revenues  and  adding  other  income  to 
the  resulting  operating  income  produces  net  income  or  loss.  Taken  from  audited  financial 
statements,  this  figure  has  been  as  follows: 


Operating  Revenues 
Operating  Expenses 

Operating  Income 
Other  Income  (Loss) 

Net  Income  (Loss) 


Net  Income  (Loss) 

($  in  000) 

1986/87       1987/88 

1988/89 

1989/90 

1990/91 

29,457          29.745 

30,532 

29,610 

33,124 

27.284          25,591 

25.371 

27.811 

31,351 

2,173            4,154 

5,161 

1,799 

1,773 

133          12.507 

(2.166) 

(1.758) 

(5,263) 

2,306          16,661 

2,995 

41 

(3,490) 

It  is  clear  that  the  financial  results  of  Port  operations  have  not  been  particularly  profitable. 
Excluding  extraordinary  items  such  as  lease  termination  revenue  of  $12.4  million  booked  as 
other  income  in  1987/88  (which  was  actually  the  unamortized  $14  million  value  of  drydocks 
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and  cranes  received  in  1983)  and  settlement  of  litigation  relating  to  development  of  me 
Ferry  Building  at  a  cost  of  $3.0  million  in  1990/91,  net  income  over  the  five-year  period 
aggregated  only  $9.1  million,  or  an  average  of  a  little  more  than  $1.8  million  per  year.  Total 
depreciation  charged  over  this  period  aggregated  $22.5  million  and  total  debt  retirement 
was  $18.1  million,  meaning  that  less  than  $1.0  million  per  year  in  cash  was  generated  from 
depreciation  charges  in  excess  of  debt  retirement. 

Debt  service  coverage  on  revenue  bonds,  a  measure  of  the  financial  health  of  the  Port 
whose  $53,325,000  par  value  of  outstanding  revenue  bonds  are  rated  A1  by  Moody's 
Investors  Service  and  A-  by  Standard  &  Poor's  Corporation,  has  varied  from  1.42x  in  1990/91 
to  2.05x  in  1988/89.  The  minimum  coverage  required  is  1.30x  pursuant  to  Resolution  No. 
5231  adopted  by  the  Port  Commission  in  1969  at  the  time  revenue  bonds  were  initially 
authorized.  Such  coverage  is  calculated  by  (1)  subtracting  maintenance  and  operation 
expenses  (before  depreciation  and  debt  service  on  State  general  obligation  bonds  assumed 
at  the  time  the  Port  was  transferred  to  the  City)  from  revenues  and  (2)  dividing  by  revenue 
bond  debt  service.  Total  annual  debt  service  gradually  declined  from  $10.4  million  in 
1986/87  to  $9.8  million  in  1990/91,  $6.4  million  of  which  was  attributable  to  revenue  bonds 
in  the  latter  year. 

It  must  be  noted  that  the  two  categories  of  expenses  which  are  of  the  greatest 
magnitude,  personnel  costs  and  debt  service,  are  not  within  the  direct  control  of  present 
Port  management.  Salary  levels  are  set  by  the  City  and  Charter  and  Civil  Service  provisions 
control  firing,  replacement,  downgrading  and  pay  adjustments.  Debt  service  costs  were 
inherited. 

Rentals  have  contributed  a  significantly  larger  percentage  of  total  revenues  in  recent 
years  than  maritime  activity.  The  Port  has  a  complex  schedule  for  commercial  rental  rates 
including  those  for  full  service  office  space,  ground  rental  for  tenant-built  facilities, 
percentage  rentals  for  restaurants  and  retail  outlets  and  space  rentals  for  piers  and  sheds. 
Some  leases  are  older  and  of  longer  term  than  are  now  being  issued  and  may  have  been 
negotiated  during  hard  times.  However,  the  Port  is  contractually  bound  to  these  less 
favorable  terms  and  can  improve  them  only  as  they  come  up  for  renewal.  New  rental  rates 
are  set  according  to  the  market  determined  after  surveys  of  comparable  space.  Certain 
tenant  capital  improvements  are  amortized  by  percentage  rental  reductions  which  do  not 
appear  to  maximize  the  tax-exempt  borrowing  status  of  the  Port.  Percentage  leases  are 
audited  only  every  three  years  by  the  City  Controller  due  to  lack  of  funds  and  manpower. 
Such  audits,  however,  have  not  shown  a  pattern  of  revenue  loss  to  the  Port.  Rents  are 
reported  to  be  reasonably  equitable  in  terms  of  space  leased  but  inconsistencies  arise  when 
comparing,  say,  Fisherman's  Wharf  space  to  similar  space  leased  at  Pier  39  which  is  occupied 
by  tenants  under  a  master  lease  to  the  Pier  39  developer. 

The  following  governmental  entities  lease  or  rent  space  at  the  Port: 

-  State  of  California  (27,1 14  sq.  ft.) 

-  Golden  Gate  Bridge  &  Highway  District  (2,006  sq.  ft.) 

-  San  Francisco  Agriculture  Department  (2,275  sq.  ft.) 

-  San  Francisco  Arts  Commission  (4,100  sq.  ft.) 

-  San  Francisco  Police  Department  (336,282  sq.  ft.) 

-  San  Francisco  Public  Utilities  Commission  (41 ,830  sq.  ft.) 

-  San  Francisco  Redevelopment  Agency  (2,614,690  sq.  ft.) 

-  San  Francisco  Solid  Waste  Department  (10.000  sq.  ft.) 

-  San  Francisco  Water  Department  (3,191  sq.  ft.) 

-  United  States  Customs  Service  (1,710  sq.ft.) 

-  United  States  Geological  Survey  (0) 

-  United  States  National  Park  Service  (Hyde  St.  Pier) 

-  United  States  Postal  Service  (39,168 sq.ft.) 

Highlights  -  Revenues 

•     Wharfage,  dockage  and  demurrage  revenues  increased  4.6%  1990  to  1991  and 
grew  23.2%  1987  to  1991 


•  Property  reikis  increased  14.7%  1990  to  1991  but  grew  only  15.6%  1987  to  192  < 
Highlights  -  Expenditures 

•  Expenses  grew  14.9%  1987  to  1991  vs.  only  12.5%  for  revenues 

•  Sustained  self-sufficiency  is  questionable  given  the  need  for  capital 

improvements  that  are  not  revenue  producing 

•  Port's  draft  capital  improvement  plan  totals  $94  million  of  which  only  $1 5.6  millior 

is  funded 

•  No  Commission-approved  capital  improvement  plan  is  in  place 

•  Deferred  maintenance  is  accruing  at  the  rate  of  $2.5  million  per  year  but  no 

budget  is  in  place 

•  Debt  service  averaged  $10.2  million  1987  to  1991  and  required  29.0%  of  average 

revenues  (27.5%  in  1991) 

•  Port  payments  for  other  City  departments'  services  averaged  1 6.3%  of  total 

operating  expenses  1987  to  1991  and  required  10.5%  of  revenues  1987  to  1991 

•  Port  payments  for  other  City  departments'  services  averaged  $15,539  per  Port 

employee  1987  to  1991  and  was  $17,303  in  1991 

Selected  Policy  Options 

•  Consider  use  of  tax-supported  general  obligation  bonds  for  port  purposes 

Especially  for  non-revenue  producing  projects  such  as  toxic  removal 
or  to  meet  environmental  requirements 

•  Consider  refunding  of  Port  revenue  bonds  with  general  obligation  bonds 

-  Would  reduce  debt  service  but  should  not  require  tax  support 

•  Consider  sharing  of  Port  and  Airport  staff  and  services 

-  Oakland,  Portland,  San  Diego  and  Seattle  operate  combined 

facilities 

•  Explore  privatization  of  certain  Port  functions,  e.g.  commercial  real  estate 

management 

•  Evaluate  Port  in  light  of  its  contributions  to  other  City  departments,  either  directly 

for  services  and  overhead  or  in  rentals  charged  for  space 
-     What  would  City  lose  if  the  Port  were  not  there? 
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Port  of  San  Francisco 

Recent  Events 

The  earthquake  of  October  1989  brought  significant  damage  to  certain  of  the  Port's 
physical  facilities,  particularly  the  Ferry  Building  and  the  commercial  fish  processing 
operations  at  Pier  45,  and  damage  to  the  Embarcadero  Freeway  and  its  subsequent 
demolition  has  had  an  adverse  effect  on  tenants,  patronage  and  parking  on  land  adjacent 
to  or  beneath  this  structure.  Through  December  27, 1991,  Federal  and  State  assistance  to  the 
Port  totaled  $6.3  million  as  a  result  of  the  earthquake.  Total  damage  is  estimated  at  $19 
million  for  the  purpose  of  FEMA  applications. 

The  Port  has  undertaken  two  major  studies  in  the  past  two  years,  development  of  its  first 
Strategic  Plan  completed  in  April  1990  formally  stating  its  mission  and  goals  and  an 
Organizational  Analysis  completed  in  April  1991  which  recommended  the  reorganization  of 
the  Port  along  business  lines  with  accountability  for  revenues  and  expenses  within 
operating  divisions.  The  long-term  impact  of  these  two  studies  on  the  efficient  operation  of 
the  Port  should  prove  beneficial  when  fully  implemented,  but  the  establishment  of  goals, 
the  measurement  of  performance  and  the  building  of  accountability  may  detract  from 
realization  of  noticeable  improvement  in  the  near-term. 

Proposition  "H",  a  charter  amendment  approved  by  the  electorate  in  November  1990, 
requires  preparation  of  a  Waterfront  Land  Use  Plan  and  effectively  prohibits  new 
commercial  development  of  any  non-maritime  land  use  until  the  Waterfront  Land  Use  Plan 
has  been  completed  and  specifically  precludes  hotel  construction  as  an  unacceptable  non- 
maritime  land  use.  An  Advisory  Board  has  been  appointed  to  provide  maximum  feasible 
public  input  to  the  Port  Commission  as  required  by  Proposition  "H",  Port  staff  has  been 
augmented  by  one  full-time  Deputy  City  Attorney  with  Planning  Commission  experience 
and  one  full-time  City  Planner  to  assist  the  Port  Commission  in  development  of  the 
Waterfront  Land  Use  Plan  and  information  gathering  is  proceeding  in  an  orderly  manner. 
The  Planning  Commission  must  hold  a  public  hearing  on  the  Land  Use  Plan  to  ensure 
consistency  with  the  City's  Master  Plan  and  both  the  Port  Commission  and  the  Board  of 
Supervisors  must  approve  the  Land  Use  Plan  before  it  will  become  effective.  The  estimated 
timeframe  for  final  action  is  sometime  during  1992/93. 

These  four  events,  the  1989  Earthquake,  the  development  of  a  Strategic  Plan,  the 
passage  of  Proposition  "H"  and  the  reorganization  of  the  Port  staff,  coupled  with  limited 
additional  revenue  bonding  capacity  given  relatively  flat  revenues  and  expenditures,  has 
resulted  in  a  virtual  cessation  of  new  construction  activity  in  both  maritime  and  commercial 
areas.  "Work  in  progress"  declined  from  $15.5  million  at  June  30,  1988  to  $3.0  million  at 
June  30,  1991. 

The  present  Executive  Director  of  the  Port  assumed  this  position  in  January  1989  and  has 
been  actively  involved  in  the  development  and  implementation  of  the  principal  studies 
noted  above.  Achievement  of  the  goals  of  the  Strategic  Plan  and  the  derivation  of  financial 
benefits  from  the  reorganization  plan  must  be  attributable  to  his  leadership  since  he  has 
responsibility  for  these  activities. 

In  spite  of  the  somewhat  negative  pallor  cast  on  the  Port  by  the  1989  Earthquake,  a 
diminished  U.S.  Navy  presence  because  of  homeporting  and  base  closure  actions  and 
Proposition  "H",  the  decision  by  Nedlloyd  Lines  to  locate  its  Pacific  transshipment  hub 
operation  at  the  Port  represents  a  meaningful  triumph  for  San  Francisco.  Increased 
wharfage  and  crane  rental  income  of  $3.0  million  is  expected  in  1991/92  directly 
attributable  to  Nedlloyd's  hub  activity  at  the  Port.  This  fortuitous  event  will  help  offset 
declining  ship  repair  revenues  which  slipped  from  $3.1  million  in  1986/87  to  a  budgeted  $1.7 
million  in  1991/92.  The  increased  volume  of  containers  handled  by  Nedlloyd  in  1990/91 
raised  San  Francisco  from  20th  to  13th  in  the  category  of  international  freight  among 
United  States  ports. 


Highlights  -Recent  Events 

•  BCDC  Policy  on  Bay  fill  precludes  Port  expansion  for  commercial  and  recreational 

purposes 

•  Environmental  concerns  associated  with  dredging  and  pier  reinforcement  inhibit 

efficient  use  of  existing  facilities 

•  New  Organizational  Plan  not  formally  approved  by  Port  Commission 

Union  resistance  to  certain  job  reclassifications  and  reporting  lines 
19  of  20  unions  have  settled 

•  New  organization's  emphasis  on  revenue  and  expense  accountability  is  based  on 

operating  division  budgets,  not  allocation  of  overhead  of  Port  non-operating 
divisions  or  external  City  costs 

•  Cost  accounting  system  based  on  old  organizational  structure 

•  Management  information  system  does  not  produce  jdequate  data,  i.e. 

No  complete  inventory  or  survey  of  Port  by  parcel  size  and  use 

Rental  reports  do  not  include  vacancies 

Revenue  generation  by  tonnage  or  commodity  type  not  maintained 

Policy  Options 

•  Support  Reorganization  Plan  for  Port,  provide  funds  and  personnel  to  modernize 

accounting  and  MIS  functions,  City  interface 

•  Do  nothing  until  Waterfront  Use  Plan  evolves,  then  aggressively  pursue  permitted 

development 

•  Encourage  Land  Use  Plan  to  include  only  those  uses  that  on  balance  are  economically 

feasible 

•  Consider  repeal  of  Proposition  H  and  its  prohibition  against  waterfront  hotel 

development 

•  Review  makeup  of  Port  Commission  to  provide  relevant  experience  and  leadership 
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Port  of  San  Francisco 

Peer  Ports 

Examination  of  the  principal  ports  on  the  West  Coast  reveals  that  comparable  data  is 
difficult  to  derive  and  is  questionably  useful  because  of  the  operational,  economic  and 
political  characteristics  of  the  several  jurisdictions  involved.  For  example,  the  governing 
bodies  of  the  ports  of  Oakland,  Portland,  San  Diego  and  Seattle  operate  major  airports  as 
well  as  port  facilities  and  their  respective  revenues  are  combined  for  the  purpose  of  revenue 
bond  debt  service  support  in  the  case  of  Oakland  and  Seattle.  Moreover,  Portland  and 
Seattle  both  levy  taxes  for  debt  service  on  general  obligation  bonds  issued  for  harbor 
development  or  for  port  operations.  San  Diego  has  exclusively  issued  only  general 
obligation  bonds  for  capital  improvements  while  each  of  the  others  have  used  revenue 
bonds. 

The  two  harbors  on  the  West  Coast  most  similar  to  the  Port  in  terms  of  their  operating 
characteristics  are  Long  Beach  and  Los  Angeles  in  that  they  have  no  aviation  component  and 
no  property  tax  support.  However,  these  two  ports  are  functionally  more  autonomous  and 
serve  a  vastly  greater  population  and  marketing  area  than  the  Port.  Moreover,  the 
magnitude  of  their  operations  dwarfs  those  of  the  Port  when  measured  by  tonnage 
handled,  operating  revenues,  land,  vessel  arrivals,  miles  of  waterfront  and  employees. 


Physical/Magnitude  Comparisons 

Miles  of  waterfront 

Employees- 1991 

Land,  in  acres 

Vessel  arrivals -1991 

Metric  tons  of  revenue  cargo -1991  (000) 

Operating  revenues- 1991  ($000)  33,124  101,294  160,357 

The  relative  importance  of  maritime/commercial  activities  among  the  several  ports  also 
makes  any  direct  comparisons  with  San  Francisco  difficult.  Oakland  has  over  1,100  acres  of 
land  leased  for  commercial,  industrial  and  recreational  use  and  Seattle  has  large  blocks  of 
industrial  land  within  its  jurisdiction.  San  Diego  derives  a  substantial  part  of  its  income  from 
commercial  leases  including  hotels  and  other  facilities  located  on  Harbor  Island  and  Shelter 
Island.  The  revenue  reporting  classifications  of  the  different  ports  pose  analytical  problems 
as  evidenced  by  the  following  comparisons  of  major  income  categories  and  their  percentage 
of  total  non-aviation  operating  income: 


San 

Long 

Los 

Francisco 

Beach 

Anqeles 

7.5 

29 

28 

229 

291 

750 

799 

2,019 

3,147 

616 

5,785 

3,302 

4,486 

72,398 

70,900 
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Port  of  San  Francisco-  1990/91 

Property  rentals -commercial  57.0% 

Property  rentals -maritime  18.2 

Wharfage,  dockage  &  demurrage  21.1 

Port  of  Long  Beach  - 1 990/9 1 

Berths  &  special  facilities  88.2% 

Rental  properties  9.6 

Port  of  Los  Angeles  - 1990/91 

Shipping  services  69.3% 

Rentals  27.5 

Royalties,  fees,  other  3.2 

Port  of  Oakland- 1990/91 

Maritime  82.1% 

Properties  17.9 

Port  of  San  Diego- 1990/91 

Property  operations  85.7% 

Marine  operations  14.3 

Port  of  Seattle  -  Calendar  1 990 

Property  rentals  45.4% 

Marine  &  transportation  services,  equipment  rental,  other  42.2 

Wharfage,  dockage,  berthage  &  moorage  12.4 

There  are  statistical  measures  of  performance  that  are  used  by  several  of  the  ports  to 
gauge  their  efficiency  such  as  shipping  revenue  per  ton  or  shipping  revenue  per  acre 
devoted  to  shipping.  Such  ratios  are  probably  useful  in  evaluating  trends  at  a  particular  port 
if  uniformly  calculated  over  time,  but  are  not  necessarily  revealing  in  a  comparative  analysis 
because  of  the  components  of  revenue  or  tonnage  in  the  equation.  In  the  examples  below, 
shipping  revenue  for  San  Francisco  is  assumed  to  have  been  derived  from  income 
attributable  to  dockage,  wharfage,  demurrage,  crane  rental  and  cargo  facilities,  for  Long 
Beach  from  the  reporting  category  "berths  and  special  facilities"  and  for  Los  Angeles  from 
the  reporting  category  "shipping  services". 
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Average  Shipping  Revenue/Ton 
Port  of  San  Francisco  1987/88       1988/89       1989/90       1990/91 


Shipping  revenue  ($000) 
Total  metric  tons  (000) 
Shipping  revenue/ton  ($) 

8,332 

3,159 

2.64 

8,426 

3,110 

2.71 

9,175 

3,233 

2.84 

10,592 

5,159 

2.05 

Port  of  Lonq  Beach 

Shipping  revenue  ($000) 
Total  metric  tons  (000) 
Shipping  revenue/ton  (S) 

81,837 

63,597 

1.29 

85,116 

68,890 

1.24 

90,606 

74,762 

1.21 

89,386 

72,398 

1.23 

Port  of  Los  Anqeles 

Shipping  revenue  ($000) 
Total  metric  tons  (000) 
Shipping  revenue/ton  ($) 

101,353 

60,600 

1.67 

101,086 

66,305 

1.52 

103,780 

67,895 

1.53 

111,060 

70,900 

1.57 

Shipping  revenue  per  ton  varies  significantly  depending  upon  the  commodity  shipped,  for 
example,  with  automobiles  producing  $24.00/ton  for  Long  Beach  but  only  $4.81/ton  for  Los 
Angeles  last  year.  Conversely,  general  cargo  produced  $2.33/ton  for  Los  Angeles  but  only 
$1.76/ton  for  Long  Beach  and  liquid  bulk  produced  $0.44/ton  and  $0.26/ton,  respectively. 
Long  Beach  received  $2.03/ton  for  dry  bulk  while  Los  Angeles  generated  only  $1.00/ton.  The 
mix  of  cargo  handled  obviously  will  distort  the  average  revenue  per  ton  and  may  be 
expected  to  vary  from  year  to  year.  Statistical  data  relating  to  revenues  by  type  of  cargo  is 
not  available  from  the  Port. 

The  concept  of  shipping  revenue  per  acre  has  similar  shortcomings  as  a  ratio  for 
comparative  purposes.  Using  Long  Beach  and  Los  Angeles  as  examples,  acreage  devoted  to 
shipping  as  a  percentage  of  total  acreage  owned  was  as  follows  in  1990/91 : 

Long  Los 

Beach  Anqeles 

Acres  owned                                 2,019  3,147 

Acres  in  shipping                             952  1,526 

%  in  shipping                             47.1%  48.5% 

Average  shipping  revenue  per  acre  was  $93,893  for  Long  Beach  and  $72,779  for  Los  Angeles. 
By  commodity,  the  differences  were  significant  with  Long  Beach  deriving  $248,500  per  acre 
for  liquid  bulk  compared  to  $35,300  for  Los  Angeles,  $187,000  per  acre  by  Long  Beach  for 
dry  bulk  compared  to  $37,600  per  acre  for  Los  Angeles  and  $50,000  per  acre  by  Long  Beach 
for  automobiles  compared  to  $26,900  per  acre  for  Los  Angeles.  Only  in  general  cargo  did  Los 
Angeles  lead,  $1 1 1,300  per  acre  to  $85,400  per  acre  for  Long  Beach. 

San  Francisco  derived  total  operating  revenues  in  1990/91  of  $33,124,000  which 
translates  to  $41,457  for  each  of  its  799  acres.  This  average  compares  with  total  operating 
revenues  per  acre  of  $50,170  for  Long  Beach  and  $50,956  for  Los  Angeles,  or  about  80%  of 
the  two  Southern  California  averages.  Based  upon  an  approximation  of  one-third  of  the 
Port's  acreage  devoted  to  shipping  activity,  shipping  revenue  of  $10,592,000  produced 
shipping  revenue  per  acre  of  $39,820  in  1990/91,  or  45.3%  below  the  figure  for  Los  Angeles 
and  57.6%  below  the  figure  for  Long  Beach.  The  Port  does  not  maintain  data  on  acreage  (or 
square  footage)  by  usage  other  than  in  broad  categories  not  suitable  for  comparison  with 
Long  Beach  or  Los  Angeles. 


I 


« 


Operating  Results 

The  diversity  of  port  operations  gives  rise  to  variations  in  operating  expenses  and  to 
difficulty  in  deriving  useful  comparisons.  However,  common  to  all  enterprise  functions, 
municipal  or  otherwise,  is  the  concept  of  operating  income  or  the  result  of  deducting 
operating  expenses  from  operating  revenues.  By  most  standards,  depreciation  is  treated  as 
an  operating  expense,  although  not  a  cash  charge,  and  the  resulting  operating  income  is 
thus  after  depreciation.  Because  the  basis  for  depreciation  differs  among  ports  depending 
upon  when  assets  were  acquired  and  their  cost  at  the  time,  depreciation  is  often  excluded 
when  calculating  operating  ratios  or  operating  margins  and  has  been  in  the  examples  which 
follow,  taken  from  audited  financial  statements. 


Operating  Results 
($000) 

Port  of  San  Francisco 

1986/87 

1987/88 

1988/89 

1989/90 

1990/91 

Operating  revenues 
Operating  expenses 
Operating  income 

29,457 

23,155 

6,302 

29,745 

21.762 

7,983 

30,532 

20.841 

9,691 

29,610 

22,934 

6,676 

33,124 

26,237 

6,887 

Port  of  Lonq  Beach 

Operating  revenues 
Operating  expenses 
Operating  income 

87,802 
22.537 
65,265 

89,867 

25,168 
64,699 

95,502 
25.491 
70,011 

101,494 
25.092 
74,402 

101,294 
25,272 
76,022 

Port  of  Los  Anqeles 

Operating  revenues 
Operating  expenses 
Operating  income 

127,621 
52.168 
75,453 

146,256 
51.280 
94,976 

149,547 
58.284 
91,263 

153,641 
59.233 
94,408 

160,357 
64,748 
95,609 

Over  the  five-year  period  shown,  for  the  Port  operating  revenues  increased  12.5%, 
operating  expenses  before  depreciation  increased  13.3%  and  operating  income  increased 
only  9.3%.  For  Long  Beach,  revenues  increased  15.4%,  expenses  increased  12.1%  and 
operating  income  increased  16.5%.  Los  Angeles  had  increased  revenues  of  25.7%,  increased 
operating  expenses  of  24.1  %  and  increased  operating  income  of  26.7%. 

Using  the  above  operating  data  and  net  capital  assets  and  total  assets  taken  from  the 
audited  financial  statements,  certain  ratios  have  been  calculated  to  show  the  return  on 
investment  ("ROT),  operating  margins  and  operating  ratios  as  defined  in  the  table. 
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Peer  Operating  Comparisons 

Port  of  San  Francisco 

1986/87 

1987/88 

1988/89 

1989/90 

1990/91 

Operating  ROI 

3.5% 

4.2% 

5.3% 

3.7% 

3.7% 

Operating  Margin 

21.4 

26.8 

31.7 

22.6 

20.8 

Operating  Ratio 

78.6 

73.2 

68.3 

77.4 

79.2 

ROI  "A" 

2.6 

8.3 

3.0 

2.0 

0.7 

ROI"B" 

.9 

6.7 

1.2 

.0 

(1.4) 

Port  of  Lonq  Beach 

Operating  ROI 

16.4 

16.1 

17.9 

15.6 

15.5 

Operating  Margin 

74.3 

72.0 

73.3 

75.2 

75.1 

Operating  Ratio 

25.7 

28.0 

26.7 

24.7 

24.9 

ROI  "A" 

9.7 

9.7 

9.9 

7.7 

7.1 

ROI'B" 

7.0 

7.0 

7.3 

5.8 

5.5 

Port  of  Los  Anqeles 

I 

Operating  ROI 

14.6 

17.3 

14.4 

15.0 

14.6 

Operating  Margin 

59.1 

64.9 

61.0 

61.4 

59.6 

Operating  Ratio 

40.9 

35.1 

39.0 

38.6 

40.4 

ROI"A" 

9.8 

10.8 

9.8 

9.8 

9.1 

ROI'B" 

7.9 

8.9 

7.7 

7.6 

7.0 

Operating  ROI 

Operating  Margin 

Operating  Ratio 

ROfA" 
ROI"B" 


net  operating  income  (before  depreciation  and  amortization)  + 

net  capital  assets  (no  work  in  progress) 

net  operating  income  (before  depreciation  and  amortization)  •+■ 

operating  revenues 

operating  expenses  (before  depreciation  and  amortization) 

-t-  operating  revenues 

net  income  +  total  assets 

net  income  minus  depreciation  +  total  assets 


It  is  rather  clear  that  the  Port's  operating  margins  have  been  considerably  worse  than 
those  of  Long  Beach  and  Los  Angeles  meaning  that  the  Port's  net  operating  income  is  a 
much  smaller  percentage  of  its  operating  expenses  than  for  the  Southern  California  ports. 
The  Port's  reciprocal  operating  ratio  is  likewise  much  higher  than  Long  Beach  or  Los  Angeles 
and  indicates  that  operating  expenses  are  relatively  high  compared  to  operating  revenues. 
The  several  ROIs  reflect  income  as  a  percentage  of  assets  or  the  return  on  the  investment  in 
plant  that  has  been  made  to  generate  revenues.  By  any  measure,  the  Port's  performance  is 
significantly  below  that  of  Long  Beach  or  Los  Angeles.  Indicative  of  the  difficulty  in 
developing  comparable  data,  however,  is  Note  1  to  the  Port's  financial  statements  which 
indicates  that  the  value  of  land  transferred  by  the  State  in  1969  includes  an  increase  over 
historical  cost  of  $56.1  million  reflecting  appraised  values  in  1929.  If  the  Port's  assets  are 
reduced  to  account  for  this  reappraisal,  operating  ROI  in  1990/91  would  be  5.3%,  ROI  "A" 
would  be  0.9%  and  ROI  "B"  would  be  (1.84%),  still  well  below  the  returns  of  Long  Beach 
and  Los  Angeles. 

Another  performance  measure  is  to  indicate  operating  results  on  a  per-employee  basis. 
Again,  because  of  organizational  variations  and  political  considerations,  such  comparisons 
may  not  be  valid  among  different  ports,  but  they  are  indicative  of  trends  within  the  same 
port. 
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Peer  Employee  Comparisons 


Port  of  San  Francisco 

Number  of  employees 
Operating  revenues/employee  ($) 
Operation  & 

maintenance/employee  ($) 
Operating  income/employee  ($) 

Port  of  Long  Beach 

Number  of  employees 
Operating  revenues/employee  ($) 
Operation  & 

maintenance/employee  ($) 
Operating  income/employee  ($) 

Port  of  Los  Angeles 

Number  of  employees 
Operating  revenues/employee  ($) 
Operating  & 

maintenance/employee  ($) 
Operating  income/employee  ($) 


1986/87       1987/88       1988/89       1989/90       1990/91 


250 
117,828 

86,008 
31.820 


232 

128,211 

86,401 
41,810 


235 

129,923 

81,702 
48,221 


234 
126,538 


234 
141,556 


89,444        103,196 
37,094  38,360 


282  279  287              281  291 

311,355  322,104  332,760  361,189  348,089 

140.177  156,520  160,537  165,715  153,237 

171.178  165,584  172,223  195,474  194,852 


702  707  724  751  750 

181,796  206,868  206,557  204,582  213,809 

96,665  96,956  110,544  108,451  117,400 

85,131  109,912  96,013  96.131  96,409 


Compensation 

Compared  to  the  Port  of  Los  Angeles,  Port  personnel  appear  to  be  paid  relatively  larger 
salaries.  While  salary  classifications  and  job  descriptions  undoubtedly  differ  somewhat 
between  the  two  cities,  a  review  of  the  1989/90  salary  range  used  by  Los  Angeles  for 
1990/91  budget  purposes  and  the  1990/91  approved  salaries  for  the  Port  indicates  that,  in 
general,  San  Francisco  pay  scales  for  apparently  similar  positions  are  higher  as  may  be  seen 
from  the  examples  which  follow: 


Mid-Range 

Mid-Range 

Position 

San  Francisco 

Los  Anqeles 

Difference 

Sheet  Metalworker 

$58,292  * 

$43,117 

$15,175 

Electrical  Engineer 

57,766 

62,881 

(5,115) 

Plumber 

54,990  * 

43,848 

11,142 

Chief  Surveyor 

54,704 

53,129 

1,575 

Maintenance  Machinist  Supervisor 

53,924 

45,870 

8,054 

Electrician 

53,378  * 

42,908 

10,470 

Pileman 

53,118  * 

42,095 

11,023 

Construction  Inspector 

49,868 

40,998 

8,870 

Associate  Civil  Engineer 

49,868 

46,699 

3.169 

Chief  Wharfinger 

48,178 

49,413 

(1,235) 

Carpenter 

46,656 

38,983 

7,673 

Public  Relations  Representative 

44,798 

39,265 

5,533 

Roofer 

42,276 

36,519 

5.757 

Maintenance  Machinist 

41,678 

36,464 

5,214 

Painter 

41,678 

39,484 

2,194 

Programmer  Analyst 

40,118 

47,909 

(6,972) 

Management  Assistant/ Aide 

38,220 

28,940 

9,280 

Metalsmith 

37,154 

43,117 

(5,963) 

Wharfinger 

32,318 

34,295 

(1.977) 

Accountant 

31,278 

27,906 

3,372 

Senior  Clerk-Typist 

27,352 

27,060 

292 

Accounting  Clerk 

25,844 

27,906 

(2,062) 

Clerk-Typist 

24,986 

21,945 

3,041 

Enter  at  Step  5  per  salary  standardization  ordinance 
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Rang 

? 

Range 

San  Francisco 

Los  Anaeles 

.73,710  - 

90,285 

$73,331   -   91,099 
74,562  -   92,624 
82,852  -  102,938 
87,487  -  108,701 
88,260 

80,418  - 

98,512 

80,418  - 

98,512 

80,418  - 

98,512 

Because  of  the  different  organizational  structure  of  the  two  ports,  many  job 
classifications  in  the  upper  managerial  levels  do  not  appear  comparable.  Of  the  five  highest 
paid  Port  positions,  only  two  had  a  direct  counterpart  in  Los  Angeles. 

Position 

Chief  Harbor  Engineer 

Chief  Financial  Officer 

Second  Deputy  Gen.  Mgr.  (1988/89) 

First  Deputy  Gen.  Mgr.  (1988/89) 

Traffic  Manager 

Director  Maritime 

Director,  Planning  &  Research 

Director,  Property  &  Finance 

Port  Director  98.774     -    120,562  128,412 

Taking  the  mid-range  salary  scale  for  Los  Angeles  and  ignoring  any  adjustment  that  might 
have  been  made  to  the  two  1988/89  position  levels,  total  compensation  of  the  five  highest 
paid  Los  Angeles  employees  in  1990/91  would  have  been  $491,254  and  the  average  would 
have  been  $98,251.  For  the  Port,  the  total  was  $460,060  and  the  average  was  $92,012. 

For  1990/91,  total  salaries  for  the  Port  of  Los  Angeles  were  $29.4  million,  or  an  average 
of  $39,252  for  each  of  its  750  employees.  For  the  Port,  the  1990/91  salary  total  was  $11.0 
million  for  an  average  of  $48,162  for  each  of  its  228  employees.  The  resulting  average  Port 
salary  was  22.7%  higher  than  the  average  for  Los  Angeles. 

Salary  standardization,  which  has  been  deferred  for  two  years  now,  is  slated  to  become 
effective  in  1992/93.  Based  upon  past  history,  such  standardization  results  in  an  increase  in 
most  salary  classifications  for  Port  personnel. 

Highlights  -Peer  Port  Comparisons 

•  No  two  ports  are  strictly  comparable 

•  Statistical  data  and  ratios  are  useful  in  evaluation  of  performance  over  time  but 

not  for  comparative  purposes  with  other  ports 

-     San  Francisco  does  not  maintain  data  that  other  ports  do 

•  Reorganization  of  Port  renders  historical  data  marginally  useful 

•  Long  Beach  and  Los  Angeles  selected  from  among  West  Coast  ports  as  peers  for 

following  reasons: 

No  aviation  activity 
No  property  tax  support 

•  Relating  the  Port  to  Long  Beach  and  Los  Angeles,  the  Port  is  less  autonomous,  smaller 

in  size  and  market  area,  number  of  employees,  miles  of  waterfront,  vessels 
calling,  tons  of  cargo  handled  and  operating  revenues 

•  The  Port  derives  higher  shipping  revenue  per  ton  than  either  Long  Beach  or 

Los  Angeles  ($2.05  vs.  $1.23  and  $1.57,  respectively,  in  1991) 

•  The  Port  has  a  smaller  percentage  of  land  devoted  to  shipping  than  either 

Long  Beach  or  Los  Angeles  (perhaps  1/3  vs.  47-48%) 
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•  The  Port  derived  shipping  revenue  per  vessel  calling  of  $17,195  in  1991  vs.  $15,451  for 

Long  Beach  and  $33,634  for  Los  Angeles 

•  The  Port  derives  less  total  revenue  per  acre  ($41,457  in  1991)  and  less  shipping 

revenue  per  acre  ($39,820  in  1991)  than  either  Long  Beach  or  Los  Angeles  do  in 
shipping  revenue  per  acre  ($93,893  and  $72,779,  respectively) 

•  The  Port  is  below  Long  Beach  and  Los  Angeles  in  operating  Return  on  Investment 

(3.7%  in  1991  vs.  15.5%  and  14.6%,  respectively) 

•  The  Port's  operating  margin  (net  operating  income  +  operating  revenues) 

averaged  24.7%  1987  to  1991  vs.  74.0%  for  Long  Beach  and  61.2%  for  Los 
Angeles 

•  The  Port's  average  return  on  investment  1987  to  1991  measured  by  dividing  net 

income  by  total  assets  was  3.3%  vs.  8.8%  for  Long  Beach  and  9.9%  for  Los 
Angeles 

•  Operating  revenues  per  employee  averaged  $128,811  for  the  Port  1 987  to  1991  vs. 

$355,099  for  Long  Beach  and  $202,722  for  Los  Angeles 

•  Operating  income  per  employee  averaged  $39,461  for  the  Port  1987  to  1991  vs. 

$1 79,862  for  Long  Beach  and  $96,917  for  Los  Angeles 

•  Average  compensation  per  Port  employee  in  1991  was  $48,162  vs.  $39,252  for  Los 

Angeles,  or  22.7%  higher 

Policy  Option 

•  Provide  leadership  for  evaluation  of  economic  benefits  of  cooperative  regional 

merger  of  maritime  activities  and  facilities 
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Port  of  San  Francisco 

Shipping  Statistics 

In  the  chart  and  tables  which  follow,  data  is  presented  on  maritime  activity  at  the  Port  to 
indicate  the  volume  of  cargo  handled,  principal  commodities  shipped,  West  Coast  market 
share,  most  important  trade  routes  and  the  value  of  tonnage  on  these  routes.  It  should  be 
noted  that 

Most  data  are  for  calendar  rather  than  fiscal  years 

-  Tonnage  relates  only  to  international  trade,  not  domestic 

-  TEUS  means  20-foot  equivalent  units,  the  standard  measurement  for 

containers 

-  Liner  data  is  for  regularly  scheduled  vessels  and  excludes  tramp  and  tanker 

ships 

Highlights  -Shipping 

•  Containerized  cargo  throughput  increased  40.3%  1989  to  1990  and  grew  57.2% 

1987  to  1990 

•  Total  tonnage  increased  38.8%  1989  to  1990  and  grew  54.7%  1987  to  1990 

•  Port's  highest  West  Coast  liner  market  share  is  in  the  importing  of  cocoa  and  coffee, 

approaching  50%  in  both  cases  in  1989  and  1990 

•  Port's  highest  West  Coast  liner  share  for  exports  was  15.4%  in  1990  for  preserved  and 

prepared  fruit  followed  by  waste  ferrous  scrap,  13.5% 

•  Of  the  five  largest  West  Coast  liner  import  commodities,  the  Port's  best  showing  was 

for  furniture  and  bedding  but  was  only  1.4%  in  1989  and  1.3%  in  1990 

•  Of  the  five  largest  West  Coast  liner  export  commodities,  the  Port  had  4.4%  of  animal 

feed  in  1989  and  3.6%  of  cotton  textile  fibers  in  1990 

•  Overall,  the  Port  had  2.7%  of  total  West  Coast  liner  imports  and  exports  in  1990 

compared  to  2.5%  in  1989 

•  The  Port's  best  trade  route  was  the  Far  East  in  1989  and  1990  but  it  had  only  1.3%  of 

total  West  Coast  liner  import  tonnage  in  1990  and  2.4%  of  export  tonnage 

•  Port's  largest  West  Coast  liner  export  market  share  was  25%  to  Central  America  in 

1990 

•  Port's  highest  average  value  per  ton  in  1989  was  exports  to  South  America  at  $4,676 

•  Port's  highest  average  value  per  ton  in  1989  of  imports  was  $5,805  from  Northern 

Europe 


Port  of  San  Francisco 
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Top  10  and  Total  Port  Liner  Imports  and  West  Coast  Market  Share 


Rank 

1 
2 
3 
4 
5 
6 
7 
8 
9 
10 


Rank 

1 
2 
3 
4 
5 
6 
7 
8 
9 
10 


Commodity 

Calendar 
1989 
Tons 

Market 
Share 

Calendar 
1990 
Tons 

Market 
Share 

Coffee  &  coffee  substitute 

77,160 

49.6% 

68,531 

40.7% 

Meat,  bovine 

18,829 

8.5 

30,776 

12.1 

Rice 

16,246 

18.7 

21,066 

20.1 

Vegetables,  roots  &  tubers 

23,743 

14.5 

18,447 

12.9 

Alcoholic  beverages 

14,039 

4.4 

16,889 

4.6 

Cocoa 

10,511 

47.8 

14,130 

53.6 

Lime,  cement  &  fabricated 

4,197 

3.3 

13,058 

8.4 

Edible  products  &  preparations 

10,231 

13.3 

12,577 

12.3 

Paper  &  paperboard 

14,826 

5.6 

10,233 

3.6 

Feed  for  animals 

27 

QJ. 

9,417 

38.1 

Total  Port  Liner  Imports 

449,960 

2.4% 

505,970 

2.7% 

Total  West  Coast  Imports 

18,979,908 

18,837,579 

West  Coast  Percent  increase 

(0.7) 

Port  Percent  Increase 

12.5 

Top  10  and  Total  Port  Liner  Exports  and  West  Coast  Market  Share 


Commodity 

Calendar 
1989 
Tons 

Market 
Share 

Calendar 
1990 
Tons 

Market 
Share 

Pulp  &  waste  paper 

77,608 

2.5% 

83,557 

2.8% 

Cotton  textile  fibers 

45,358 

3.9 

58,909 

3.6 

In  transit  cargo 

112 

0.6 

39,051 

65.6 

Veneers,  plywood,  particleboard 

13,656 

3.1 

36,969 

7.4 

Feed  for  animals 

65,659 

4.4 

32,944 

2.1 

Fruit  &  nuts 

23,730 

2.3 

26,582 

2.4 

Metallic  &  peroxy  salts 

9,877 

3.1 

23,357 

6.6 

Ferrous  waste  &  scrap 

30,289 

12.8 

21,211 

13.5 

Non-ferrous  base  metal  waste 

26,018 

5.2 

19,450 

4.6 

Fruit  preserved,  fruit  prepared 

4,376 

11.3 

17,566 

15.4 

Total  Port  Liner  Exports 

588,992 

2.6% 

594,095 

2.7% 

Total  West  Coast  Liner  Exports 

22,555,022 

22,219,547 

West  Coast  Percent  Increase 

(0.2) 

Port  Percent  Increase 

0.8 

Top  Five  West  Coast  Liner  Imports  and  Port  Market  Share 


Rank       Commodity 


1  Parts  &  accessories 

2  Baby  carriages,  toys,  games 

3  Furniture  &  parts,  bedding 

4  Articles,  plastic 

5  Nails,  screws,  nuts,  etc. 


Calendar 
1989 
Tons 

Market 
Share 

0.9% 

Calendar 
1990 
Tons 

1,730,391 

Market 
Share 

1,176,654 

0.2% 

860,112 

0.6 

826,603 

1.1 

619,076 

1.4 

548,807 

1.3 

407,688 

1.0 

448,122 

1.3 

452,273 

1.0 

422,064 

1.3 

Top  Five  West  Coast  Liner  Exports  and  Port  Market  Share 


Rank 

Commodity 

Calendar 
1989 
Tons 

Market 
Share 

Calendar 
1990 
Tons 

Market 
Share 

1 

Pulp  &  waste  paper 

3,131,809 

2.5% 

3,037,888 

2.8% 

2 

Feed  for  animals 

1,498,156 

4.4 

1,599,507 

2.1 

3 

Paper  &  paperboard 

1,428,341 

1.3 

1,350,624 

0.5 

4 

Cotton  textile  fibers 

1,148,985 

3.9 

1,271,973 

3.6 

5 

Wood,  simply  worked 

1,335,007 

0.3 

1,153,226 

0.4 

Top  Five  Port  Liner  Import  Trade  Routes  and  West  Coast  Market  Share 


Calendar 

Calendar 

1989 

Market 

1990 

Market 

Rank 

Trade  Route 

Tons 

Share 
1.2% 

Tons 
172,457 

Share 

1 

Far  East 

159,241 

1.3% 

2 

South  America 

81,881 

16.7 

106,939 

19.8 

3 

South  East  Asia 

56,717 

2.8 

71,835 

3.3 

4 

Australia 

62,726 

9.4 

55,639 

8.1 

5 

Northern  Europe 

31,375 

2.0 

40,581 

2.7 

Top  Five  Port  Liner  Export  Trade  Routes  and  West  Coast  Market  Share 


Rank 

Trade  Route 

Calendar 
1989 
Tons 

Market 
Share 

23% 

Calendar 
1990 

Tons 

393,241 

Market 
Share 

1 

Far  East 

392,781 

2.4% 

2 

South  East  Asia 

66,358 

3.1 

82,047 

3.5 

3 

Australia,  New  Zealand 

84,959 

8.2 

68,667 

7.7 

4 

Central  America 

13,224 

18.1 

19,381 

25.0 

5 

South  America 

11,353 

5.3 

12,036 

7.1 

Highest  Dollar/Ton  Value  of  Imports 
California  Ports  -  Calendar  Year  1989 


San  Francisco 

Trade  Route 

Tons 

Value  (000) 

Value/Ton 

Northern  Europe 

53,525 

$310,714 

$5,805 

Far  East 

164,302 

719,217 

4,377 

Mediterranean 

24,484 

55,679 

2,274 

Total  Imports 

1,154,278 
Long  Beach 

$1,709,276 

$1,481 

Trade  Route 

Tons 

Value (000) 

Value/Ton 

Africa 

7,300 

$42,819 

$5,866 

Far  East 

5,458,754 

27,426,744 

5,024 

Other  Asia 

64,667 

205,667 

3,179 

Total  Imports 

9,607,786 

$33,177,800 

$3,453 

Trade  Route 


Far  East 
Other  Asia 
Northern  Europe 
Total  Imports 


Los  Angeles 
Tons 


Value  (000)  Value/Ton 

6,471,738     $35,281,056  $5,452 

235,451            745,951  3,168 

1,657,057            720,368  2,300 

12,303,141     $43,637,185  $3,547 


Trade  Route 


Far  East 
South  East  Asia 
Other  Asia 

Total  Imports 


Oakland 

Tons 


Value  (000)  Value/Ton 

1,227,862     $  7,459,646  $6,075 

324,155         1,237,163  3,817 

35,492              93,090  2,646 


2,507,227     $10,172,139 


$4,057 
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Highest  Dollar/Ton  Value  of  Exports 
California  Ports  -  Calendar  Year  1989 


San 

Francisco 

Trade  Route 

Tons 

Value  (000) 

Va 

ue/Ton 

South  America 

12,711 

$59,442 

$4,676 

Africa 

1,087 

3,544 

3,260 

Australia 

93,358 

263,291 

2,820 

Total  Exports 

876,247 

$888,554 

$1,014 

Long  Beach 

Trade  Route 

Tons 

Value  (000) 

Value/Ton 

Arabian  Gulf 

13,030 

$54,957 

$4,218 

Mediterranean 

100,216 

144,852 

1,445 

South  East  Asia 

690,125 

694,212 

1,006 

Total  Exports 

11,690,675 
Los  Angeles 

$9,115,634 

$780 

Trade  Route 

Tons 

Value  (000) 

Value/Ton 

Australia 

618,174 

$1,923,729 

$3,112 

Mediterranean 

42,448 

104,215 

2,445 

South  East  Asia 

846,083 

1,040,533 

1,230 

Total  Exports 

10,220,466 
Oakland 

$11,433,086 

$1,119 

Trade  Route 

Tons 

Value  (000) 

Value/Ton 

Africa 

3,122 

$11,191 

$3,584 

South  East  Asia 

469,809 

1,070,375 

2,278 

Northern  Europe 

332,865 

731,451 

2,197 

Total  Exports 

4,174,354 

$6,156,904 

$1,475 
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•  MUNI  —  San  Francisco  Municipal  Railway 

•  AC  Transit  —  Alameda  Contra  Costa  Transit  District 

•  SCCTD  —  Santa  Clara  County  Transit  District 
SCRTD  —  Southern  California  Rapid  Transit  District 

e  METRO  Seattle  —  Municipality  of  Metropolitan  Seattle 

©  METRO  Houston  —  Metropolitan  Transit  Authority  Harris  County 

•  MBTA  —  Boston  Massachusetts  Bay  Transportation  Authority 

•  WMATA  —  Washington  Metropolitan  Area  Transit  Authority 

•  NYCTA  —  New  York  City  Transit  Authority 

•  SEPTA  —  Southern  Pennsylvania  Transportation  Authority 
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ADDITIONAL  DISCUSSION 

ASSESSOR'S  OFFICE 


The  statistical  analyses  below  show  a  significant  decline  in  the  number  of  real 
estate  reassessments  conducted  by  the  Assessor's  Office  in  recent  fiscal  years. 
Appraisers  need  to  spend  less  time  on  clerical  work.  We  understand  that  Steve 
Dunbar,  Chief  Assistant  Assessor,  has  instituted  performance  standards  for  real 
estate  appraisers  that  should  result  in  a  tripling  of  a  number  of  reassessments 
per  appraiser  in  future  years. 

Although  the  Assessor's  Office  generates  no  direct  departmental  revenues,  it 
should  be  noted  that  the  Assessor  is  responsible  for  initiating  and  maintaining  all 
assessments  for  the  City  and  County  of  San  Francisco.  The  property  tax 
revenues  alone  resulting  from  this  function  are  in  excess  of  $480  million  dollars 
annually.  *    - 


Staffing  Trends 
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Assessor's  Department  staffing,  as  represented  on  the  full  time  equivalent 
(FTE)  basis  above,  has  been  relatively  stable  for  the  last  four  fiscal  years. 
The  numbers  of  FTEs  for  year  prior  to  1 987-1 988  was  unavailable. 

An  increase  in  Workmen's  compensation  claims  has  reduced  the  availability 
of  department  employees.  Currently,  6%  of  the  staff  is  out  on  disability. 
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With  the  exception  of  a  larger  amount  in  1988-1989,  the  total  number  of 
reassessments  over  the  past  four  fiscal  years  has  been  essentially  flat. 

In  the  past  three  fiscal  years,  there  has  been  a  marked  decline  in  the  number  of 
real  estate  reassessments.  This  decline  has  been  offset  by  corresponding  increases 
in  the  number  of  personal  property  reassessments. 

It  should  be  noted  that  the  number  of  real  estate  assessments  above  reflect  only 
assessments  where  values  actually  changed  during  the  year.  Per  the  Assessor's 
Office,  an  additional  component  of  their  workload  is  represented  by  property 
reviews  where  no  change  in  assessment  results. 
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Also  on  the  basis  of  reassessments  per  FTE,  Hie  productivity  of  real  estate 
appraisers  is  declining  while  that  of  personal  property  appraisers  is  rising. 


Incremental  Assessments  per  FTE 
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Although  the  number  of  reassessments  per  real  estate  appraiser  is 
declining,  there  has  been  a  steady  increase  in  the  incremental 
assessed  value  per  FTE.  Of  course,  this  statistic  is  impacted  heavily 
by  the  appreciation  or  depreciation  of  the  general  real  estate  market. 
By  assuming  a  tax  rate  of  approximately  one  percent,  these 
incremental  assessments  can  be  easily  translated  into  additional 
property  tax  revenues.  For  example,  personal  property  auditor  for 
1 991  can  expect  to  produce  $1 25,000  in  revenues  according  to  the 
above  chart. 


Peer  Comparisons 

Although  Team  Eight  solicited  comparative  data  from  several  entities,  no  usable 
information  was  received.  As  a  result,  no  peer  comparisons  have  been  made  for 
the  Assessor's  Office. 
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San  Francisco  Recreation  and  Park  Department 


OVERVIEW 

•  Costs  and  revenues  have  increased  modestly  over  the  last  5  years; 
revenues  have  increased  moderately  faster 

•  Cost  increases  are  driven  by  wage  rates:  number  of  employees 
reduced  from  1257  to  1005  since  1985 

•  Revenues  offset  approximately  40%  of  costs:   some  activities  are 
self-financing 

•  Net  costs  have  declined  in  constant  dollars  over  the  last  5  years 

•  Plan  currently  being  proposed  to  eliminate  55  positions  &  S2.75MM 
in  expenses;  will  reduce  service  levels,  including  park  maintenance 

•  Peer   cities   surveyed   each    have   different   characteristics;   but 
following  worth  noting: 

o    San  Francisco  Rec.  &  Park  does  better  job  generating  outside 
income 

o    Salary  cost   per  employe   is   significantly   higher  for  San 
Francisco 

o    Net  Costs  are  moderately  higher  than  peer  group 

•  Without  any  changes,  current  trends  indicate  modest  increase  in 
net  costs  over  the  next  five  years* 

•  Key  to  maintaining  service  is  to  generate  more  income  sufficient  to 
reduce  net  costs  to  acceptable  levels 


Assumes     passage     of  June    1992  Bond   Issue    for  Golden   Gate  Park  infrastructure  improvements. 


San  Francisco  Recreation  and  Park  Department 


POLICY  OPTIONS 
Increased  Revenues 

•  Three  general  areas:  increase  existing  fees  to  match  value;  develop 
new  revenue  activities  to  better  utilize  resources;  promote  greater 
public  support 

•  Short-term  revenue  potential  estimated  at  $4.2  -  $4.5  million; 
longer  term  including  Friends  of  Rec.  &  Park  plus  private 
sponsorship  of  park  areas  and  attractions  could  generate 
additional  $3  million  annually 

Increase  Fees  to  Match  Value 

•  The  zoo  allows  children  under  12  free  admittance;  other  cities 
charge  a  fee.  Matching  Oakland  policy  of  $2  for  children  2  and 
above  would  generate  $600,000  -  $800,000 

•  Marina  boat  slips  currently  at  2/3rds  of  competing  rates;  5  year 
waiting  list;  revenue  increase  about  $400,000  annually 

•  Swimming  pool  rates  currently  25  cents  children,  $2.50  adults,  far 
below  value  provided;  increasing  children's  rate  to  75  cents 
produces  over  $100,000  annually 

•  Golf  fees  remain  below  market,  increase  in  1993  including 
preferred  tee  times  could  generate  about  $600,000  annually 

•  Event  rentals,  including  wedding  and  cultural  are  growing  and 
need  to  be  promoted  at  Tea  Garden,  Coit  Tower,  Hall  of  Flowers, 
etc.,  can  generate  added  $100,000  after  2  to  3  years 


• 


Parking  concession  receipts  from  Civic  Center,  Portsmouth  Square, 
St.  Marys,  and  Union  Square  garages  show  flat  revenues  past  four 
years.  Rates  considerably  below  market.  20-25%  fee  increase 
could  generate  up  to  $1,000,000  annually 


San  Francisco  Recreation  and  Park  Department 


Develop  New  Revenue  Activities 

Endless  possibilities,  examples  listed  below.  Judgment,  sensitivity  to 
environment,  good  taste  needed.  Alternative  is  steady  decline  in  park 
and  recreational  facilities 

•  Kezar  Stadium  recently  improved;  should  be  used  for  added  events 
such  as  pro  soccer  and  rugby;  Candlestick  for  world  cup  soccer. 
Revenue  $300,000-500,000 

•  Advertising  space  at  Candlestick  and  city  parking  garages  can  be 
substantially  increased,  generating  $200,000  -  $300,000  annually 

•  Parking  fees  and/or  permits  could  be  introduced  into  selected 
areas  of  Golden  Gate  Park  and  the  Beach  area.  Parking  fee  for 
weekday  commuters,  special  park  events  (i.e.  Bill  Graham  concert) 
and  beach  could  generate  $500,000  -  $600,000 

•  More  flexibility  and  permitting  longer  term  concession  leases  to 
encourage  capital  improvements  and  added  services  for  sites  such 
as  Beach  Chalet,  Stow  Lake  boating,  Japanese  Tea  Garden.  Could 
generate  over  $300,000  of  added  revenue 

•  Concession  tennis  court  lessons  on  Department's  200  courts; 
concession  courts  located  in  Golden  Gate  Park  produces  $100,000 
-  $200,000  annually 

•  Utilize  park  lands  for  more  productive  use  such  as  golf  driving 
range,  Seaworld  type  attractions  --  wide  range  of  possibilities  and 
revenue  potential 

Promote  Greater  Use  of  Private  Support 

•  Friends  of  Rec.  &  Park  can  generate  significant  outside  revenues. 
Zoo  Society  ($4MM  annually)  and  NY's  Central  Park  ($8MM) 
demonstrate  potential 

•  Corporate/Private  sponsorship  of  park  attractions  with  public 
recognition.  Currently  funding  capital  improvements  for  five  sites; 
could  be  expanded  to  an  additional  100  other  locations 


San  Francisco  Recreation  and  Park  Department 


Cost  Control 

•  Utilize  more  contractual  services  in  areas  such  as  security  guards, 
vehicle  maintenance  and  selected  grounds  maintenance;  other 
small,  specialized  areas 

•  Reduce  maintained  sites  with  low  usage,  supplemented  through 
neighborhood  association  support.  Newly  acquired  park  land 
should  include  maintenance  endowment,  I.e.,  Mission  Bay,  south 
Beach,  &  Rincon  Annex 

•  Create  informal  productivity  advisory  panel  of  senior  managers 
from  firms  engaged  in  similar  activities  to  discuss  productivity, 
related  issues  with  Department  managers 


SUMMARY 

Watch  costs,  productivity;  focus  on  increasing  earned  revenue;  move 
toward  self  sufficiency  as  worthwhile  goal 


(Note  on  Bond  Issue):  Pending  $76MM  bond  issue  for  Golden  Gate  Park 
is  on  June  ballot;  extremely  important  to  Park's  viability.  Suggest  no 
recommendation  above  affecting  Golden  Gate  park  be  implemented  prior 
to  ballot 
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36 
34 
32 
30 
28 
26 
24 
22 
20 
18 
16 
14 
12 
10 


REVENUES 

1987-1991 


- 

34.b« 

33.9 

: 

ZQA/' 

- 

24.1 « 

25J^/ 

- 

15.4 

16.2 

17.0 

- 

11.0 

113^/^ 

i 

i 

i 

i 

i 

1987 


1988 


1989 


1990 


1991 


D   All  Sources 

+   Revenue    Fund  (AH  Sources    less   Candlestick,    Yacht  Harbor  &  Grants) 


•  Outside     Revenues     ($28.6MM)     &     Grants     ($5.3MM)     meet 
approximately  40%  of  costs 

•  Revenues  have  increased  approximately  8%  per  year 

•  Grants,  Candlestick  &  Yacht  Harbor  provide  half  of  revenues 

•  Parking  Garage  Fees  represent  on  average  15%  of  total  revenues 


•   Indudes    estimated    Zoo  Society    contributions    of  $4MM 
••  Indudes   state  bond  of  $3. 5 2 MM  for  capital  expenditures 


San  Francisco  Recreation  and  Park  Department 


EXPENSES 
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□  Total  Expenses,    including  capital  expenditures 
+    Expenses    Net  of  All  Revenue    Sources 
0  Total  Labor  Expenses 


Total  Recreation  &  Park  costs  have  grown  3.8%  per  annum 

Labor  cost  averaging  approximately  60%  of  total  cost  has  grown 
5.3%  per  annum 

Net  Costs  in  constant  dollars  have  declined 

Capital  Expenditures  represent  on  average  20%  of  Total  costs 


•  Includes   Open  Space   Fund  capital  expenditures    $3. 2 MM  greater  than  average  from  state  bond 

••         Includes    estimated    Zoo  Society    contributions    of  $4,000,000 


San  Francisco  Recreation  and  Park  Department 


1991  NET  COST  BY  PROGRAM 


Hot  Co.!  -  $43.5 


Recreation  Administration  Candlestick  Golf 

Park  Camp  Mather  Yacht  Harbor  Zoo 


Revenues        [^SSl  Expenses       W7Z\  Net 


Some  activities  (Candlestick,  Golf,  Camp  Mather)  are  self 
supporting  &  contribute  to  others  (does  not  include  overhead 
allocation) 

Grants  &  Societies  provide  $5.3MM  in  revenues  ($4.5MM  from  Zoo 
Society) 

Revenues  and  Costs  assigned  to  Administration  include  amounts 
that  could  be  allocated  to  Recreation  or  Park 
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FIVE  YEAR  FORECAST 
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+  Total  Expenses 
□  Total  Revenues 
0   Net  Cost 


•  Trends  indicate  modest  increase  in  net  cost 

•  Labor  rates  are  biggest  cost  driver 

•  Revenue  trends  conservatively  projected  to  reflect  prospective 
decreases  in  Candlestick  Park  revenue 


Assumptions: 


Labor  costs    increase    4.5% 

Other  costs    increase    3% 

Revenues    increase    4% 

Number  of  FTEs  remains   constant 

June  92  Bond  Issue   for  GGP  Capital  Improvements    passes 


San  Francisco  Recreation  and  Park  Department 


PERFORMANCE  MEASURES 
(Park,  Recreation  &  Golf  only) 


1987 

1988 

1989 

1990 

1991 

Crwtk           1 
Rate 

$  Expenses/Capita 

$62.9 

$66.1 

$67.8 

$76.0 

$74.5 

4.3% 

$  ReTenue/Capita 

$14.9 

$15.4 

$21.1 

$22.5 

$23.4 

11.9% 

Net  Cost/Capita 

$48.0 

$50.6 

$46.7 

$53.5 

S51.0 

1.5% 

%  Cost  RecoTered 

24% 

23% 

31% 

31% 

31% 

N.A. 

FTE's/10,000  Population 

11.8 

12.5 

12.1 

12J 

12J 

N.A. 

FTE's/Acre  Maintained 

.21 

J2 

Jl 

.21 

Jl 

N.A. 

Labor  STolal  Expense    $  (%) 

70% 

73% 

69% 

69% 

73% 

KJl. 

Labor  SOOO/FTE  (000s) 

$37.2 

$383 

$38.6 

$42.6 

$44.7 

4.7% 

$  Expense/Acre    (000s) 

$11.2 

$11.7 

$11.9 

$13J 

$13.1 

4.0% 

N.A.  =  not  applicable 


•  Revenues  have  increased  moderately  faster  than  expenses 

•  Staff  levels  have  remained  relatively  constant 

•  Labor  Costs  per  FTE  have  increased  4.7%  per  year 


San  Francisco  Recreation  and  Park  Department 


Peer  Comparisons(i) 

(Park,  Recreation  &  Golf  only) 


San  Praodico(2) 

ScatUc 

Su  Dicgo(3) 

Su  Jc«e<4) 

Expenses    (000s) 

$54,128 

$35,056 

$45,088 

30,169 

Revenues    (000s) 

$17,037 

$7,023 

$17,454 

$4,023 

Net  Cost  (000s) 

$37,091 

$28,033 

$27,634 

$26,146 

Population   (000s) 

727 

516 

1,111 

785 

FTEs 

886 

714 

912 

613 

Labor  Expense   (000s) 

$39,600 

$26,824 

$29,206 

$21,413 

Non-Labor  Expense    (000s) 

$14,528 

$8,232 

$15,882 

$8,756 

Maintained  Acres 

4,145 

5,000 

6.207 

1,390 

Expenses/Capita 

$74.5 

$67.9 

$40.6 

$38.4 

Revenues/Capita 

$23.4 

$13.6 

$15.7 

$5.1 

Net  Cost/Capita 

$51.0 

$54.3 

$24.9 

$33.3 

Cost  Recovered    (%) 

31% 

20% 

39% 

13% 

FTEs/10,000  Pop. 

12.2 

13.8 

8.2 

7.8 

hits/Maintained    Acres 

0.21 

0.14 

0.15 

0.44 

Labor  Expense/FTE    (000s) 

$45 

$38 

$32 

$35 

Labor  Expense/Total 

73% 

77% 

65% 

71% 

Expenses 

Expense/Acre     (000s) 

$13.1 

$7.0 

$7.3 

$21.7 

Labor  Exp. /Acre  (000s) 

$9.6 

$5.4 

$4.7 

$15.4 

Non-Labor  Exp/Acre   (000s) 

$3.5 

$1.6 

$2.6 

$  6.3 

OBSERVATIONS 


Maintaining  funding  is  a  universal  problem 

Outside   service  contracting    (maintenance)     is  uncommon 

Outside  concessionaires     are  widely  used 

San  Francisco's    cost   per  capita,   level  of  staffing,  and  labor  %  is  higher  than  average 

San  Francisco    recovers    more  costs    through   fees,  admissions,    etc. 

San  Francisco    labor  rates  are  significantly  higher  than  average 

Net  costs    per  capita   are  moderately    higher  than  average 


(1)  Amount*   include    Pirk,  Rcc,  and   Golf.    Zoo,  Aquarium,  Stadium,    and  Marina  Excluded    for  comittency. 

(2)  San  Francitco   data   alto  exclude    Camp     Mather. 

(3)  Revenuea    bated    on  1989  figurei   incrcated    by  4%  to  approximate     1990.    Approximately    S4-5MM  in  revenuea    are  due  to 
Seaworld    leate    payment!. 

(4)  San  Jote    data   exclude    Golf  which  it  operated    by  an  outside    concettionaire. 


SAN  FRANCISCO  RECREATION  AND  PARK  DEPARTMENT 
Summary  of  Findings 


Introduction:  During  the  past  several  months  as  part  of  a  MFAC  project  to  review 
operations  of  various  City  Departments,  a  subcommittee  consisting  of  Mike  Riley  and 
Clark  Warden  interviewed  members  of  the  Recreation  and  Park  Department.  In 
addition,  several  peer  group  cities  were  selected,  and  facts  gathered  from  their 
Departments  of  Recreation  and  Park.  This  report,  which  was  reviewed  with  the 
Department  Manager,  represents  an  overview  of  these  efforts,  and  policy 
recommendations.  Many  of  the  recommendations  discussed  below  represent  ideas 
developed  and  currently  being  considered  by  department  management. 

Summary:  The  Recreation  and  Park  Department's  revenues  have  generally  increased 
moderately  faster  than  increases  in  expenses,  while  FTE's  and  net  expenses  (after 
outside  revenues  have  remained  relatively  constant  during  the  past  five  years.  When 
comparing  San  Francisco  with  other  cities  used  in  the  survey,  it  became  apparent  that 
they  each  have  different  characteristics  than  San  Francisco;  however,  two  conclusions 
are  appropriate.  First,  San  Francisco  Rec.  &  Park  does  a  better  job  than  others  in 
generating  outside  revenues.  Second,  comparing  FTE's  to  salary  costs  indicate  that 
cost  per  employee  is  higher  than  peer  cities. 

Control  of  labor  costs,  a  significant  portion  of  the  Department's  total  expense,  is  more 
of  a  city-wide  issue  relating  to  Charter  provisions  and  the  wage  setting  formula  than 
to  issues  specific  to  the  Department.  Efforts  should  be  made  to  control  costs  and 
increase  productivity,  and  some  recommendations  to  achieve  this  are  outlined  below. 


More  significant  to  the  reduction  of  net  costs,  however,  lies  in  the  potential  to 
improve  outside  revenues.  A  number  of  recommendations  address  revenue 
improvement.  Many  can  be  implemented  in  the  near  term,  but  some,  such  as  the 
funding  for  Friends  of  Rec.  &  Park,  require  longer  term  efforts.  The  goal  of  the 
recommendations  is  to  make  the  Department  consistently  more  self  sufficient  in  terms 
of  outside  revenues  versus  costs. 


COST  CONTROL 

In  the  area  of  cost  control,  significant  further  cost  cuts,  without  reducing  service 
levels,  are  very  difficult.  Salaries  and  fringe  benefits  represent  approximately  60% 
of  the  Department's  total  costs.  Total  employees  have  decreased  from  a  high  of 
1,257  in  1985  to  about  1,005  currently.  Major  reductions  included  150  from 
service/maintenance  (565  remaining)  and  38  from  office/clerical  (53  remaining). 


San  Francisco  Recreation  and  Park  Department 


Reductions  also  included  the  elimination  of  161  paraprofessional  positions  previously 
staffed  by  CETA  beneficiaries.  In  response  to  the  current  fiscal  crisis,  the  Department 
has  developed  a  plan  which  will  eliminate  an  additional  55  positions  and  $2.8  million 
in  expenses,  but  will  cut  into  the  level  of  service,  particularly  in  park  maintenance. 
In  addition,  routine  repair  of  the  physical  facilities,  handled  by  a  staff  of  76  skilled 
craft  personnel,  is  currently  understaffed  and  behind  in  requested  repair  (over  9,000 
work  orders  submitted  this  year  vs.  6,000  completed).  While  additional  efficiencies 
are  possible,  the  key  to  maintaining  current  levels  of  service  is  to  generate  additional 
fee  income  in  amounts  sufficient  to  stabilize  or  reduce  net  costs  to  acceptable 
budgetary  levels.  Nevertheless,  there  are  areas  where  cost  control  or  reduction  are 
practical,  and  will  not  reduce  the  level  of  service.  The  areas  discussed  below  are  not 
intended  to  be  all-inclusive. 

Utilize  More  Contractual  Services:  Specifically  defined  services  in  such  areas  as 
security  guards,  vehicle  maintenance  and  selected  grounds  maintenance  should  be 
considered  for  competitive  bidding  by  outside  contractors.  Other  areas  which  are 
relatively  small,  are  specialized,  or  which  require  special  training,  and  are  difficult  for 
the  Department  to  manage,  are  prime  candidates  for  outside,  specialty  contractors, 
subject  to  cost-benefit  analysis. 

Reduce  Maintained  Sites/Acreage:  High  maintenance,  low  usage  sites  should  be 
reviewed  and,  where  possible,  maintenance  reduced  or  supplemented  through 
neighborhood  association  support.  Acceptance  of  new,  donated  park  land  should  be 
conditional  on  endowment  for  private  maintenance  where  appropriate. 

Create  Informal  Productivity  Advisory  Panel  consisting  of  private  sector  senior 
managers  from  firms  engaged  in  similar  activities,  such  as  tree  trimming,  lawn  and 
garden  care,  security,  facilities  maintenance,  etc.  Members  would  be  available  to 
discuss  informally  technology  improvements,  crew  size,  worker  productivity 
standards,  etc.  with  Department  Managers. 


INCREASED  REVENUES 

Increases  in  outside  revenues  are  divided  into  three  general  areas:  increases  in 
existing  fees  to  bring  such  fees  closer  to  comparative  value  or  market  rates; 
development  of  new  revenue  activities  to  more  productively  utilize  existing  resources; 
and  promoting  greater  use  of  public  support  such  as  the  recently  announced  plan  to 
transfer  Zoo  operations  to  the  non  profit  corporation,  the  Zoo  Society,  that  currently 
provides  very  substantial  support.  Specific  recommendations  outlined  below  represent 
examples,  and  are  not  meant  to  be  all-inclusive,  and  most  will  need  to  be  tested  for 
political  sensitivity.  However,  short  term  revenue  potential  from  these 
recommendations   is  estimated   at   between   $4.2   and    $4.5   million  annually.      In 
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addition,  over  time,  Friends  of  Rec.  &  Park,  if  half  as  successful  as  the  Zoo  Society, 
should  be  able  to  generate  $2  million.  Corporate  and  private  sponsorship  of  park 
areas  and  attractions  currently  involves  capital  improvement  funding  for  five  sites, 
totaling  about  $100,000.  There  are  numerous  other  locations  (75-100)  which  would 
lend  themselves  to  this  type  of  approach,  and  if  handled  property,  could  probably 
generate  in  excess  of  $1  million  annually. 


Increase  Fees  to  Match  Value 

The  zoo  allows  children  under  12  free  admittance  while  most  other  cities  charge  a 
fee.  If  the  city  were  to  implement  the  same  pricing  policy  as  the  Oakland  Zoo  ($2.00 
for  children  two  and  older),  it  could  generate  $600,000  -  $800,000  on  revenue. 

Marina  boat  slips  are  currently  priced  at  about  2/3rds  of  rates  at  Pier  39  and  other 
competitive  locations,  and  there  is  an  average  5  year  waiting  list.  Estimated  revenue 
potential  is  $400,000  annually. 

Swimming  pool  rates  are  currently  25  cents  for  children  and  $2.50  for  adults,  far 
below  market  or  value  provided.  An  increase  in  children's  fees  to  $.75  could  produce 
over  $100,000  annually. 

Golf  fees  remain  below  market,  and  there  is  room  for  improvement,  probably  in 
1 993.   Including  premiums  for  preferred  tee  off  times,  revenue  potential  is  $600,000. 


Event  Rentals,  including  wedding  and  cultural  events,  are  growing  and  need  to  be 
promoted.  Such  events  involve  the  Tea  Garden,  Coit  Tower,  Hall  of  Flowers,  etc.,  and 
represent  over  $100,000  per  year  after  2  to  3  years. 

Parking  Concession  Receipts  from  Civic  Center,  St.  Mary's,  Portsmouth  Square,  and 
Union  Square  garages  show  flat  to  reduced  revenue  trends  during  the  past  four  years, 
and  currently  total  over  $5MM  annually.  Although  this  is  now  under  the  jurisdiction 
of  the  Parking  &  Traffic  Commission,  the  revenues  still  go  to  Rec.  &  Park  and  is  worth 
noting  in  the  review.  It  would  appear  these  fees  need  to  be  reviewed  &  Concession 
Audit  procedures  reexamined  and  tightened.  A  survey  of  competitive  parking  rates 
in  the  Union  Square  area  showed  that  Union  Square  Garage  parking  rates  are 
significantly  below  market,  even  considering  public  policy  of  charging  below  market 
for  short  term  parking.  Current  fees  at  Union  Square  Garage  are  about  half  of  what 
competing  garages  charges  for  the  first  two  hours.  An  increase  in  rates  for  all 
garages  could  potentially  produce  $1MM  annually  and  still  be  less  then  competing 
garages. 
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Develop  New  Revenue  Activities 

This  area  is  virtually  endless  in  terms  of  possibilities,  but  some  of  the  more 
immediate  examples  are  listed  below.  Sensible  judgment,  sensitivity  to  the  physical 
environment  and  reasonable  good  taste  are  needed  to  insure  widespread  acceptance. 
The  unfortunate  alternative  to  these  sources  of  additional  revenue  is  a  steady  decline 
in  the  City's  park  and  recreational  facilities  and  services. 

Kezar  Stadium,  recently  improved  at  considerable  cost,  should  be  used  for  additional 
events,  such  as  pro  soccer  and  rugby,  and  Candlestick  for  world  cup  soccer.  Revenue 
potential  is  $300,000  to  $500,000  annually. 

Advertising  Space  sold  at  Candlestick  can  be  substantially  increased,  and  more 
advertising  space  can  be  sold  in  the  City's  parking  garages,  producing  between 
$200,000  and  $300,000  of  added  revenue. 

Parking  Fees,  Permits  should  be  introduced  for  selected  areas  of  Golden  Gate  Park 
and  the  Beach  area.  Commuters  are  currently  parking  free  in  the  park,  and  during 
special  events,  such  as  the  recent  Bill  Graham  memorial  concert,  autos  parked  free  yet 
damaged  parkland.  Permit  parking  for  commuters  could  be  introduced  during  the 
week,  park  entrance  fees  for  special  events  should  be  implemented,  and  parking  fee 
devices  installed  at  the  Beach.  These  measures  should  generate  between  $500,000 
and  $600,000. 

Longer  Term,  More  Flexible  Concession  Arrangements  would  generate  additional 
revenues.  The  reluctance  to  grant  a  long  term  lease  at  Beach  Chalet,  which  currently 
sits  vacant,  and  the  inflexible  concession  arrangements  at  the  Japanese  Tea  Garden 
have  resulted  in  lost  revenue.  Currently  the  Yacht  Club  is  seeking  a  longer  term  lease 
which  would  result  in  additional  revenues.  It  is  estimated  that  additional  flexibility  on 
leasing  arrangements  could,  in  the  short  term,  generate  an  additional  $200,000  to 
$300,000  in  revenues. 

Concessioning  Tennis  Court  Lessons  on  the  Department's  200  tennis  courts,  and 
concessioning  the  approximately  30  courts  located  in  Golden  Gate  Park  would 
generate  $100,000  to  $200,000  annually  for  tennis  court  maintenance  and  for 
general  use. 

Sensibly  Utilizing  Park  Lands  for  More  Productive  Use,  such  as  a  golf  driving  range, 
SeaWorld  type  attractions,  etc.,  encompasses  a  wide  range  of  possibilities  and 
revenue  potential. 
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Promote  Greater  Use  of  Private  Support 

Friends  of  Rec.  &  Park  (or  a  similar  organization)  could  generate  significant  outside 
revenues.  Friends  of  Rec.  &  Park  is  in  its  financial  infancy,  and  should  be  actively 
encouraged  and  supported.  Private  support  of  the  San  Francisco  Zoo  (in  excess  of 
$4  million  annually)  and  of  New  York's  Central  Park  (about  $8  million)  demonstrates 
the  potential  for  private  support  of  unique  recreational  resources.  If  only  half  as 
successful  as  the  Zoo  Society,  revenues  would  exceed  $2  million  per  year. 

Corporate/Private  Sponsorship  of  park  attractions  or  park  areas  has  funded  capital 
improvement  at  five  sites,  totaling  about  $100,000.  Private  sponsorship  should  be 
encouraged  to  generate  funding  for  additional  locations  (75-100)  and  events;  for 
instance,  the  ABC  Corporation  Rose  Garden,  or  the  John  Smith  Hall  of  Flowers,  etc. 
These  efforts,  to  be  successful,  require  focus  and  persistence,  and  will  probably 
require  a  Director  of  Development  to  successfully  implement. 


SUMMARY 

There  is  a  natural  tendency,  because  it  is  easy  to  implement  and  not  politically 
sensitive,  to  simply  cut  costs  to  solve  budgetary  deficits.  There  is  no  question  that 
there  are  areas  of  the  Recreation  and  Park  Department  where  such  steps  are 
appropriate,  and  are  currently  underway.  However,  and  on  a  longerterm  basis,  strong 
and  continued  focus  must  be  placed  on  increasing  the  Department's  stream  of  earned 
revenue.  Although  such  efforts  may  not  result  in  the  Department  becoming  self- 
sufficient,  it  is  a  very  worthwhile  goal,  and  one  which  should  be  encouraged. 


(Note  on  Bond  Issue):  The  pending  $76MM  bond  issue  for  Golden  Gate  Park 
infrastructure  has  been  placed  on  the  June,  '92  ballot,  and  is  extremely  important  to 
the  long  term  viability  of  the  Park.  The  recommendation  outlined  above  involving  the 
strengthening  of  Friends  of  Rec.  &  Park  may  be  helpful  in  building  awareness  of  the 
problems  facing  the  Park,  and  in  supporting  the  Bond  Issue's  passage.  Because  most 
change  has  some  degree  of  political  sensitivity  attached,  no  other  recommendation 
outlined  above  directly  or  indirectly  involving  Golden  Gate  Park  should  be  implemented 
prior  to  the  ballot. 
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ADDITIONAL  DISCUSSION 


Staffing  Trends 


^  Support 
{T]  Professional 


1985- 

1986- 

1987- 

1988- 

1989- 

1990- 

1986 

1987 

1988 

1989 

1990 

1991 

o    While  professional  staffing  in  the  Tax  Collection  Division  has  remained  stable 
over  the  last  six  fiscal  years,  support  staffing  has  increased  in  the  last  three  fiscal 
years. 


Workload 

The  Tax  Collection  Division  is  composed  of  several  Sections.  Workload  and 
productivity  measures  for  each  of  these  Sections  follow. 
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Properly  Tax  Section 
$  Collected  per  Employee 
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1985-         1986-         1987-         1988-         1989-         1990- 
1986  1987  1988  1989  1990  1991 

o    Amounts  collected  per  employee  in  the  Property  Tax  Section  has  increased 
steadily  in  each  of  the  last  six  fiscal  years.  Over  this  period,  the  annual 
average  growth  in  collections  per  employee  was  6.7%. 

Business  Tax  Section 
$  Collected  per  Employee 


1985- 

1986- 

1987- 

1988- 

1989- 

1990- 

1986 

1987 

1988 

1989 

1990 

1991 

In  the  Business  Tax  Section,  amounts  collected  per  full  time  employee  rose  over 
the  first  four  fiscal  years  but  declined  significantly  between  the  1989  and  1990 
fiscal  years.  However,  the  1988-89  statistics  are  inflated  since  the  new  business 
registration  fee  was  added  in  that  year,  but  the  staff  to  handle  its  collection  was 
ad^ed  in  1989-1990.  The  overall  rate  of  growth  in  this  productivity  measure  over 
the  last  six  fiscal  years  has  been  1.2%. 
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Delinquent  Revenue  Section 
Collections  per  Enployee 
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o    Prior  to  the  most  recent  fiscal  year,  collections  per  employee  in  the 

Delinquent  Revenue  Section  increased  steadily.  Over  the  period  graphed 
above,  the  average  annual  increase  in  this  productivity  measure  was  7.9%. 
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Investigations  Section 
Collections  per  Call 


o    Collections  per  Call  in  the  Investigations  Section  has  exhibited  a  roller 
coaster  trend  over  the  past  six  fiscal  years.  Over  this  period,  there  has  been 
an  average  annual  decline  of  33%  for  this  productivity  measure. 

Legal  Section 
Recoveries  per  Enployee 
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o    The  overall  trend  in  recoveries  per  employee  in  the  Legal  Section  has  been 
positive  although  there  have  been  several  year-to-year  declines.  The  average 
annual  growth  for  the  period  graphed  above  has  been  6.9%. 

License  Section 
Licenses  Issued  per  Employee 


i i 
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In  recent  years,  licenses  issued  per  employee  has  declined  due  to  the 
migration  of  the  Parking  and  Preferential  Parking  Section  to  the  Parking  and 
Traffic  Department. 
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